Attempts to Reduce Working Time in the Japanese Workplace by 渡部,あさみ & Asami,WATANABE
177
BUSINESS　REVIEW
Vol．60，　No．4
March，2013
Attempts　to　Reduce　Working　Time
　　　　　　in　the　Japanese　Workplace
Asami　WATANABE
　　　Mei’i　University
1．lntroduction
　　　　　　　Harvey（2005）points　out　that　the　labour　market　tends　to　become　more　flexible　with
the　progress　of　neo－liberalism．　However，　this　has　created　many　labour　problems，　such　as　low
wages，　hard　work，　and　overtime．　Such　progress　il　neo－liberalism　has　also　had　an　impact　in
Japan（Watanabe，2007）．　In　the　last　two　decades，　new　labour　regulations　have　been　brought
in　a箕d　the　labour　situation　has　experienced　signi且cant　changes．
　　　　　　　The　changes　taking　place　to　the　style　of　work　in　Japan　first　became　apparent　in　the
1990s．　After　which，　the　factors　of　long　working　hours　have　come　to　differ　signi丘cantly　from
prior　causes　as　a　result．　The　background　to　overwork　is　that　the　workmg　style　of　Japanese
companies　has　changed　to　become　more　flexible　with　the　de－regulation　of　labour　laws
from　the　late　1980s。　Nishitani（2004）agrees　with　this．　Since　the“Heisei　depression”，　which
occurred　after　the　bubble　shock　of　the　early　1990s，　the　political，　economic，　and　social　syste卑
in　Japan　experienced　broad　changes．　In　the　area　of　labour，　Japanese　corporate　society　has
in　turn　had　to　adapt　as　a　consequence．　After　the　1990s，　human　resource　management　was
reformed，　which　in　turn　brought　about　changes　to　the　structure　of　corporate　society．　It　is
clear　that　the　changes　that　have　been　experienced　by廿1e　style　of　work　have　taken　place
in　response　to　the　progress　of　globalization　and　the　computerization　of　business　in　Japan．
Kumazawa（2010）points　out　the　changes　that　have　occurred　in　the　iabour　environment，
focusing　specifically　on　the　developments　that　have　occurred　in　corporate　management
after　the　1990s．　During　the　long　depression　after　the　bubble　economy，　management　has
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tried　to　increase　the　use　of　non－regular　workers．　For　regular　workers，　the　human　resource
management　system　in　regards　to　the　conditions　of　work　has　resultantly　become　much
stricter．　Thus，　we　can　infer　that　the　reality　of　the　labour　situation　for　regular　workers　is
increas㎞gly　di伍cult，　especially　for　white　collar　workers．
　　　　　　　This　paper　tries　to　clarify　the　characteristics　of　attempts　to　reduce　working　hours
in　Japanese　companies　by　comparing　the　work　time　reduction　cases，　Japanese　overwork
is　caused　by　excessive　non－scheduled　working　hours，　which　is　a　direct　result　of・the　large
workload　expectations　on　employees．　From　these　cases，　we　can　also　better　understand
the　role　played　by　labour　unions．　In　partゴcUlar，　it　is　apParent　that　labour　unions　regulate　at
the　shop－floor　level．　We　focus　on　the　non－scheduled　hours　worked　because　the　Japanese
characteristic　of　long　workmg　hours　is　a　direct　consequence　of　non・schedUled　hours．
The　problem　of◎verwork　in　the　world
　　　　　　　The　issue　of　the　overwork　of　employees　in　Japan　has　become　manifest　in　the　form
of　several　serious　social　problems，　for　example“Karoshi”，　or　suicide　induced　by　overwork．
However，　it　must　be　acknowledged　that　overwork　is　not　solely　a　Jap…mese　problem　Schor
（1991）highlights　the　issue　of　overwork　in　the　U．S．A．　Her　presentation　of　the　problem
㎞tiated　a　discussion　about　working　hours，　which　she　considered　excessive，　unhealthy，　and
血voluntary．　Reynolds（2004）respollded　with　her　own　study，　a　cross－national　analysis　of　the
distribution　of　hour　mismatches　to　identify　the　factors　associated　with　a　desire　fbr　more　or
Iess　hours．　In　particular，　Reynolds（2004）highlighted　an　interesting　poillt　pertaining　to廿1e
characteristic　of　Japanese　jobs；namely，　the　fact　that　Japan　is　the　only　cαmtry　where　income
does　not　appear　to　affect　the　chances　of　a　mismatch．　This　is　probably　because　income　ill
Japan　is　largely　related　to　tenure　rather　than　the　effort　put　into　work．　In　other　countries
（U．S．A，　West　Germany，　and　Sweden），　however，　the　effect　of　income　is　comparatively　strong．
Therefore，　in　this　article，　we　wM　focus　on　Japanese　ovenime．
　　　　　　　The　length　of　working　hours　and　employment　practices　vary　depending　on　the
situation　surrounding　the　labour　market　and　are　afFected　by　a　variety　of　factors　including
history，　culture；customary　practices；procedures　and　economic　conditions．　Moreover，　it　is
meaningless　to　simply　compare　the　length　of　working　hours　in（五fferent　countries　based　on
statistical　data　alone．　However，　it　is　31so　a　fact　that　among　economicaUy　advanced　countries，
Japan　has　the　largest　number　of　workers　die丘om　overwork．　This　fact　alone　merits　grbater
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awareness　among　Japanese　people．
Human　resource　management　and　working　time
　　　　　　　When　we　think　about　how　to　solve　the　problem　of　overwork，　we　usually　see
arguments　about“flexibility”and“discretion”increasing　labour　productivity，　especially　in
the　context　of　the　work　life　balance　in　Japan．　Nevertheless，　I　remain　skeptical　about　these
arguments．　Thompson（1989）notes　that　there　has　been　labour　flexibihty　in　Japan　historically，
quoting　the　works　of・Kumazawa　and　Yamada（1988）．　There　is　a　lot　of　research　that
focuses　on　Japanese　labour　fieXibility　using　critical　perspectives．　There　are　some　concepts
relating　to“Stakeholder　mentahty（Thompson，2003）”，　for　example，　and　Kumazawa’s　famous
“forced　self－motivation．”Kumazawa（2010）po血ts　out　changes　in　the　labour　environment，　in
particular　focusing　on　the　changes　that　have　taken　place　in　corporate　management　after　the
1990s．　During　the　long　depression　after　the　bursting　of　the　bubble　economy，　management
has　tried　to　use　non－regular　workers．　For　regular　workers，　the　human　resource　rpanagement
system　has　become　stricter．　Thus，　we　can　speculate　that　in　reality　the　labour　situation　has
deteriorated　for　regular　workers　who　is　a　fun　time　worker　and　works　at　permanent　position，
especially　white　collar　workers．
　　　　　　　Behind　all　of　this，　there　is　an　importarlt　document　by　Nikkeiren（renamed
Keidanren）．　That　poillts　out　those　Japanese　corporations　trying　to　establish　new　managerial
strategies．　A　major　source　of　information　about　these　new　strategies　is　contained　in　a
research　project　report　published　in　May　1995　by　the』iapanese Federation　of　Employers’
Associations（Nikkeiren，1995）．　These　new　strategies　would　go　on　to　explore　changes　in
established　personnel　policies，　including　the　seniority（nenko）wage　system，　traditional
promotion　system　and　hfelong　employment（Shusin－koyo）．　From　this　report　it　is　discernible
that　Japanese　management　is　seeking　more　flexible　methods　for　utilizing　human　resources
（Kyotani，1999）．
　　　　　　　This　report　is　heavily　influenced　by　Atkinson（1985）．　Nikkeiren（1995）aspires　to
“Numerical　Flexibility，”although　there　has　already　been“Functional　Flexibility”in　the
Japanese　workplace．　This　creates　many　labour　problems，　such　as　the　overwork　of　regular
white　coHar　workers．　As　Kuroda（2009）points　out，　management　has　tried　to　utilize　human
resources　through　systems　like“just　in　time”，　even　though　the　situation　of　overwork　has
grown　into　a　serious　problem．
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Labour　union　and　working　hours
　　　　　　　This　article　aims　to　exam血e‘‘how　long　working　hours　may　be　reduced”，　particularly
non－scheduled　workmg　hours．　To血s　end，　I　focus　on止e　reduc廿on　of　work止rough　some
case　studies．　I　also　consider　the　role　of　labour　unions．　When　we　talk　about　Japanese　labour
unions，　we　have　to　consider　their　special　character　because　the　Japanese　labour　u【1ion　is
typically　a　company　union；therefore，　it　is　often　criticized　for　lackmg　the　power　to　effectively
regulate　labour　issues．
　　　　　　　Bayari（2004）described　the　character　of廿1e　Japanese　industrial　relations　system
Bayari　says　that　the　Japanese　industrial　relations　system，　which　also　has　a　central　legal
framework，　has　been　described　as‘harmonious’and‘based　on　mutual　trust’．　Its　collective
bargaining　is　carried　out　almost　entirely　at　the　company　level．　Moreover，　the　Japanese
labour　market　has　a　historical　duality　whereby　a　large　proportion　of　employees　work
seasona11y　or　contractually　with　lower　wages　and　no　benefits，　and　these　jobs　are　easily
dis廿nguishable　by　the　lack　of　a　union　presence．
　　　　　　　Some　studies　have　pointed　out　that　the　labour　union’s　interposition　is　related　to　a
reduction　in　the　number　of　working　hours．　Nakamura（2006）points　out　that　the　new　objective
of　labour　unions　is　the　greater　involvement　of　workers　in　managerial　activities．　As　the
excessive　result　orientation　of　companies　contributes　to　excessive　labour　intensity　problems，
1abour　unions　need　to　consider　and　mention　the　company　profit　target　in　the　management
plan．　Sato（2006）also　emphasizes　that　labour　unions　should　be　involved　in“each　worker’
sgoa1。set廿ng！’　In　addition，　Sato（2008）says　that迂the　labour　unions　checked　and　regulated
each　worker’s　job，　the　problem　of　overwork　would　gradually　be　resolved．
　　　　　　　Morioka（2007）criticized　the　Japanese　labour　unions’regulation　of　non－scheduled
working　time　because，　in　reality，　the　unions　have　had　little　effect　as　a　regulatory　force　in
regards　to　this　problem．　Nevertheless，　Morioka（2009）places　an　expectation　on　labour　unions
to　play　a　larger　role　in　allevia血g　the　issue　of　long　workmg　hours．
　　　　　　　Reynolds（2004）highlights　the　effect　of　unions　through　an　intemational　comparison．
Like　governrnents，　mions　have　played　an　important　role　in　shaping　workmg　conditions，　and
they　can　also　influence　the　determinants　of　hour　mismatches．　Unions　can　help　eliminate
working　hour　mismatches　by　lobbying　for　pay，　benefits，　safety　measures，　training，　and
other　factors　that　infiuence　the　cost　of　hour　mismatches　through　their　efforts　to　change　the
length　of　the　workday，　workweek，…md　work　year，…md　to　increase　the　amount　of　vacation
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and　annual　leave．　In　general，　since　unions　fight　for　the　rewards　and　work　hours　desired　by
employees，　countries　with　strong　unions　should　have　fewer　workers　with　hour　mismatches．
　　　　　　　In　this　way，　discussions　on　the　role　of　labour　mions　in　reducing　the　number　of　non－
scheduled　working　hours　have　been　discussed．　However，　although　most　studies　highlight　the
role　of　the　unions，　no　equivalent　case　study　has　been　conducted　on　this　issue．　The　reason
could　be　that廿1ere　are　either　few　such　cases，　or　the　character　of　the　Japanese　labour　union
makes　it　di雌cult　to　conceptualize　the　problem．　At　any　rate，　it　is　nevertheless　important　to
consider　the　involvement　of　labour　unions　in　this　problem．
Theoretical　framework
　　　　　　　Recently，　a　number　of　researches　have　tried　to　approach　the　problem　of　long
workmg　hours血Japan丘om　a　HRM　perspec廿ve．　Some　of止ese　researches　have　developed
formulas　that　represent　the　relationship　between　working　hours　and　HRM　practice．
　　　　　　　Sato（2008）illdicates　the　relation　between　job　volume　and　working　hours　as：
“amount　of　tasks－manpower×working　hours”（manpower＝skill　level×the　number　of
employees＞．　Namie（2010）represents　the　relationship　as：“amount　of　tasks＝labour　strength
×the　number　of　employees×workmg　hours．”BUi1（ling　upon　these　earlier　studies，　I　have
adopted　the　folowing　formula：
Working　time　and　HRM　practice
Amount　of　Tasks
Working　Hours＝
Skill　leve1×Number　of　Employees×Labour　Strength
　　　　　　　To　provide　further　clarification　on　this　problem　and　what　should　be　done　in
order　to　ensure　a　decent　work　situation，　firstly　we　must　consider　the　reality　of　Japanese
working　hours，　especially，　the　situation　in　regards　to　overwork．　The　Japanese　problem　of
long　wor㎞g　hours　is　one　that面nly　a価ects　regular　workers，　and　occurs　due　to　a　heaVy
workload　or　volume　of　tasks．　Secondly，　we　will　analyze　23　working　time　reduction　cases．
Finally，　with　these　cases　in　mind，　we　will　highlight　the　importance　of　a　need　to　rethink　HRM
practices　and　the　role　of　labour　unions，　especially，　regulation　at　the　shop－fioor・1eve1．
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2．Characteristics　of　Japanese　overwork
The　rate　of　employees　who　work　over　50　hours　per　week
　　　　　　　How　can　the　Japanese　overtime　work　situation　be　rated　by　internationa1　standards？
The　figure　below　shows　the　rate　of　over　50　workers　who　work　more　than　50　hours　per　week
（Fig　2－1）．
　　　　　　　According　to　Fig．2－1，　the　rate　of　Japanese　workers　who　work　long　hours　was　worst
in　1987　and　2000．　The　rates　for　the　US．A，　Australia　and　the　UK　are　also　high，　but　are
still　exceeded　by　the　rate　in　Japan．　Furthermore，　the　rate　of　long　working　hours　has　been
increasing　in　almost　every　country　sillce　the　1980s．　Therefore，　we　can　consider　this　problem
as　a　commonality　among　developed　countries．　Nevertheless，　the　Japanese　rate　remains
notably　high　in　comparison．
　　Japan
　　　USA
Australia
　　　　UK
　　France
Germany
Fig．2－1　Rate　of　over　50　workers　who　work　more　than　50　hours　per　week
　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　Source：Sangheon　Lee（2004）．
Japan’s　working　hours
　　　　　　　Legislation　on　Japanese　working　hours　is　contained　in　the　Labour　Standards　Act，
which　has　been　in　effect　since　1947．　Because　the　shortening　of　working　hours　became
aserious　policy　issue　in　the　latter　half　of　the　1980s，　the　traditiona148－hour　workweek
set　by　the　law　has　gradually　been　decreasing　since　1988．　At　present，　a　44hour　week　is
implemented　for　workers　in　the　fields　of　commerce，　fUm＆theatre，　and　health　and　hygiene，
as　well　as　in　service　and　entert滋nment　workplaces　with　fewer　than　nine　employees．　The
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workweek　across　all　other　industries　and　business　sizes　has　become　40　hours　long．
　　　　　　　Next，　the　almual　total　number　of　hours　actually　worked　by　regular　and　part－time
workers　is　shown　in　Fig．2－2．　The　total　for　the　two　categories　combined　indicates　that
working　hours　have　steadily　declined　since　1993．　However，　if　one　considers　only　regular
workers，　who　work　longer　hours，　it　is　apparent　that　working　hours　have　hardly　decreased
over　this　l6－year　period．　In　other　words，　the　decline　in　the　overall　number　of　working　hours
du血g　this　period　is　the　result　of　the　shorter　working　hours　of　part－time　workers．
，91｝b
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Fig2－2：Tends　in　Annual　Total　of　Hours　Actually　Worked　by　Regular　and　Part－time　Workers
　　　Source：Comp皿ed　from　Ministry　of　Health，　Labour　and　Welfare，　Monthly　Labour　Survey
　　　　　　　　　　　　　　　　　　　　　　　　　　　　Note1：EstabHshments　with　thirty　or　more　workers．
　　　　　　　　　　　　　　　　　　　　　Note2：Those　number　are　the　twelvefold　of　monthly　averages．
　　　　　　　Now　we　consider　non－scheduled　working　time，　which　is　the　major　problem　this
article　focuses　on（Fig．2－3）．　Non－scheduled　working　hours　in　Japan　move　in　tandem　with，　and
slightly　behind，　movements　in　the　economy．　This　is　because　overtime　work　is　leveraged
by　companies　as　the　principle　means　to　make　employment　adjustments　in　response　to
fluctuations　in　production　demand．　In　other　words，　during　upturns，　enterprises　increase
the　non－scheduled　workmg　hours　of　existing　employees　rather　than　hi血g　new　employees；
conversely，　during　downtums，　enterprises　reduce　employees’non－scheduled　working　hours
before　taking　such　steps　as　redmdancies，　This　is　confirmed　by　the　fact　that　the　cost　of
overtime　allowances　fbr　existing　employees　is　generany　less　than　the　labour　costs　relating
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to　hiring　additional　employees．　While　ordinary　non－scheduled　working　hour　allowances　have
increased　by　25　％，the　hourly　rate　upon　which　this　calculation　is　based　does　not血clude
other　allowances　such　as　employee　bonuses．　This　is　considerably　lower　than　the　hourly
rate　obtained　by　divi（蓋ng　the　annual　income　by　the　annual　number　of　working　hours，　and
it　appears　to　contribute　to　an　enterprises’preference　for　overtime．　An　annual　maximum
number　of　3600vertime　hours　per　worker　has　been　prescribed　by　the　Labour　Standards　Act．
Within　this　range，　upper　limits　are　set　for且xed　periods　such　as　15　hours　per　week，45　hours
per　month，　and　120　hours　per　3－month　period，　although　no　penalty　is　imposed　for　violating
these　standards．
）?????但?? ?
Fig．2－3：Tends　in　Annual　Non－scheduled　Working　Hours　of　Regular　and　Part－time　Workers
　　Source：Compiled　from　Ministry　of　Health，　Labour　and　Welfare，　Monthly　Labour　Survey
　　　　　　　　　　　　　　　　　　　　　　　　　　　Note：Establishments　with　thirty　or　more　workers．
　　　　　　　　　　　　　　　　　　　　　　　　　　　Note2：Figures　are　twelvefold　of　month　ly　averages．
　　　　　　　Moreover，　there　is　another　serious　problem　to　bear　in　mind；namely，“Unpaid
overtime”，　although　government　statistics　do　not　reveal　much　on　the　status　of　this。
Therefore，　the　Japan　Institute　for　Labour　Policy　and　Trair血ユgσILPT）conducted　a　survey　on
this　issue　in　2005．　According　to　this　survey，53％of　workers　worked　unpaid　overtime。　They
work　at　least　one　hour　of　unpaid　overtime　per　week，　and　approximately　29　hours　of　overtime
allowances　go　unpaid　each　month．　Mul廿plying　the　monthly丘gure　for　unpaid　overtime　by
12amounts　to　a　total　of　348　hours　worked，　unpaid，　per　year．　Take　for　example，　an　overtime
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allowance　of　2，000　yen（about　20　U．S．　dollars）per　hour．
700，000　yen　of　unpaid　overtime　allowance　each　year．
This　would　amount　to　apProXirnately
The　factor　of　Japanese　long　working　hours
　　　　　　　Japanese　overwork　has　three　characteristics．　Firstly，　the　total　number　of　working
hours　is　high，　par廿cularly　non－schedUled　workmg　hours．　Secondly，　the　percentage　of　people
working　over廿me　is　high．　Thirdly，　many　individuals　work　ovenime　for　no　pay．　In　addi廿on，
although　non－scheduled　workmg　has　been　reduced血出e　past，　it　has　been　increasing　again
since　1995（Oohashi　and　Nakamura，2004）．　This　suggests　that　the　problem　of　non－scheduled
workmg　hours　is　chr面c　to　Japanese　organizations．
　　　　　　　What　are　the　factors　ofl　long　working　hours？JILPT（2007a）analyzed　the　problem　of
overwork　from　the　perspectives　of　both　management　and　labourers．　Management　reported
that　the　work　to　be　completed　far　exceeded　the　scheduled　working　time（47．5％）；this　is　the
highest　rate（Fig．2－4）．　Labourers　who　worked　during　non－scheduled　working　hours　also
｝eported　that　the　work　to　be　completed　far　exceeded　the　scheduled　working　time（57．2％）；
this　is　also　the　highest　rate（Fig．2－5）．　JILPT（2007b）points　out　that　the　response“too　much
work”is　related　to　overtime　by　cross　tabulation．
　　　　　　　　　High　work　volume
　　　　　　Business　Fluctuations
　　　　　Unexpected　assignment
　　　　　　　　　Character　of　work
　　　　　　　　　Client　relationship
　　　　　　Shortage　of　monpower
WastfUlness　of　organization　and
　　　　　　　　　　　　Overtime　pay
Effect　on　performance　apPraizal
　　　　　　　　Higher　performance
　　　　　　　　　　　　　　　　　Mood
　　　　　　　　　　Passion　for　work
60
　（％）
　　　　　　　　　　　　　　　　　　　　Fig2－4：Reasons　for　workmg　overtime　frorn　workers（multiple　reasons　N＝1291）
　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　Source：JILPT（2007b），　p．56．
Note：This　Survey　applies　only　to　management　sides　which　ildicated　haVing　worked　unpaid　ovenime“often”
　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　dt　　　　　　　　　　　．　　 　　　 　　　 　　 　　　 　　　 　　 　　 　　tl　 　　 　 　　 　 　　 　　 　Or SOme meS．
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　　　　　　　　　　　　　　　　　　High　work　volume
　　　　　　　　　　　　　　Unexpected　assignment
　　　　　　　　　　　　　　　Shortage　of　monpower
　　　　　　　　　　　　　　　　　　Chent　relationship
　　　　　　　　　　　　　　　　Bus血ess　F且uctuations
Wastfulness　of　organization　and　individuals
　　　　　　　　　　　　　　　　　Higher　perfbrmance
　　　　　D迂丘cult　to　leave　the　workplace　early
　　　　　　　　　　　　　　　　　　　　　　Overtime　pay
　　　　　　　　Ef〔bct　on　perfbrmance　apPraizal
70（％
　　　　　　　　　Fig2－5：Reasons　f6r　working　overtime　from　workers（multiple　reasons　N＝5793）
　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　Source：JILPT（2007b），　p．61．
Note：This　Survey　appHes　or涯y　to血dividuals　who短dcated　hav面g　worked匙mpaid　overt動me
　　　　　　　Discussions　about　some　workers　wanting　to　earn　overtime　pay　have　been　carried
out．　There　are　various　opinions　about　overtime　pay：“because　they　want　overtime　pay”
and“because　they　enjoy　being　at　work”have　been　raised　as　reasons　why　individuals　work
overtlme．
　　　　　　　However，　I　suspect　that　Japanese　overtime　in　Japan　is　caused　by　too　much　work
as　reflected　in　the　data　collected．　As　Kuroda（2009）points　out，　overwork　is　a　not　a　problem
of　the　employee　but　of　managemenしand　is　caused，　fbr　example，　by“too　much　responsibihty
and　rage　of　job”，“too　much　work”and“manpower　shortages．”
3．Working　time　reduction　cases
About　the　Cases
　　　　　　　In　this　chapter，　we　try　to　analyze　the　reality　of　working　time　reduction　at　the
shop－floor　level　by　considering　23　cases．　When　we　analyze　those　cases，　there　are　two
points　to　consider．　First　is　the　effbrt　for　HRM　practice．　As　pointed　out　in　the　f6rmula
above，　this　paper　focuses　on　the　HRM　practice　during　worki　lg　time　reduction；theref6re，
we　pay　attention　to“time　management，”“workfbrce　managemenし”“skill　level，”and“labour
strength．”Second　is　the　p血cipal　of　those　e丘brts．　By　comparing“management　side　cases”
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and“management　side　and　labour　side，”we　try　to且nd　the　differences．
　　　　　　　This　time，　we　try　to　analyze　work　time　reduction　practices，　especially　cases
involving　white　collar　workers．　Therefore，　we　are　not　concerned　with　industries　or　company
size．
　　　　　　　Those　cases　are　gathered　by　some　articles．　Firstly，　we　consider　cases　from　the
management　side．　Four　cases（No．1－No．4）are　gathered　from　the　Personnel　and　Pay　System
Research　center　of　KEIDANREN（2009）．　Secondly，　we　consider　cases　from　the　labour　side．
Five　cases（No．5－No．9）are　gathered　from　the　Research　Institute　for　Advancement　of　Living
Stalldards（1991），　and且ve　cases（No．10－No．14）are　gathered　from　Chida（2008）．　These　l4
cases　are　introduced　by　the　management　side　or　the　labour　side，　so　there　is　the　possibility
that　perception　differences　exist　between　the　two　sides．　Therefore，　we　consider　nine　more
cases（No．15－No．23）from　the　Institute　of　labour　Administration（2005－2008）．　From　these　23
cases，　we　analyze　the　efforts　for　working　time　reduction．
The　reality　of　the　ef「orts　for　working　time　reduction　in　the　workplaces
　　　　　　　Figure　3・1　shows　the　working　time　reduction　alld　HRM　practice．　As　we　state
above，　we　try　to　analyze　those　cases　with　that　formula．
　　　　　　　Firstly，　we　need　to　see　who　the　principal　is．　There　are　only　two　cases　from　only　the
management　side；the　other　21　cases　are　addressed　by　the　management　side　and　the　labour
side．　Secondly，　al123　cases　try　to　improve　their　HRM　practices．　From　that　we　can　guess　at
the　importance　of　HRM　reform　for　working　time　reduction．
　　　　　　　Secondly，　all　23　cases　try　to　improve　their　HRM　practices．　From　that　we　can　guess
at　the　importance　of　HRM　reform　for　working　time　reduction．　As　we　confirm　above，　the
main　factor　of　Japanese　long　working　is　too　much　work．　Because　of　that　fact，　job　reform
was　started　in　the　18　workplaces．　We　can　see　there　was　an　especially　interesting　effort
from　No．17，　where　the　labour　union　checked　the　reality　of　conditions　in　the　workplace　and
demanded　job　reform　from　the　management　side，　Although　job　reform　is　important　for
work　time　reduction，　it　is　not　enough　to　resolve　this　problem　because　the　job　amount　is　not
decided　by　management，　but　by　the　market　under　the　ne（》liberalism．
　　　　　　　For　correct　work　time　reduction，　HRM　practices　must　be　revised．　According
to　the　formula，　we　consider　time　management，　workforce　management，　skill　leve1，　and
labour　strength．　Regarding　time　management，11　cases　are　trying　to　correct　their　time
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management．　For　example，　No．15　and　No．16　are　trying　to　carry　out　comprehensive　time
management．　No．15　held　a　seminar　about　working　time　management　for　the　manager　class．
At　the　work　place　of　No．16，　managers　are　required　to　double　check　their　junior　staffs　in　and
out　times．　On　the　other　hand，　No．1，　No．2，　No．3　tried　to　seek　fieXibility　in　time　management
to　enable　more　productive　work．　We　need　to　recognize　that　only　three　cases　tried　to　seek
flexibility　in　working　time　reduction，　although　Japanese　management　practice　has　been
see㎞g　more　labour且eXibdity．
　　　　　　　Regarding　workforce　management，　six　cases　are　trying　to　rethink　this．　For
example，　No．8　is　trying　to　rethink　their　workforce　project，　in　accordance　with　the　workload，
on　a　monthly　basis．　No．7is　an　interesting　case　because　it　is　trying　to　have　a　meeting
between　the　management　side　and　the　labour　side　to　reduce　non－scheduled　working　hours．
In　this　company，　manager　level　workers　are　also　members　of　the　labour　union．　That　makes
the　situation　easy　to　communicate　between　the　labour　side　and　the　management　side．
Moreover，　managers　can　control　their　workplace　situation　and　the　feelings　of　their　junior
staff．
　　　　　　　Regard血g　skiU　level，　five　cases　effort　that．　In　par廿cular，　we　need　to　consider　case
No．10．　No．10’s　labour　union　conducted　a　questionnaire　study　on　their　members．　From
that，　No．10　recognized　the　importance　of　improving　skills血order　to　achieve　workmg　time
reduction．
　　　　　　　　Finally，　we　need　to　think　about　labour　strength．　Working　time　reduction　that　just
enhances　labour　strength　is　not　a　correct　working　time　reduction　practice　for　the　labour
side，　but　just　a　restructuring．　There　is　a　serious　problem　in　Japan，　as　we　argue　above，　of
unpaid　overtime．　If廿1e　working　time　reduction　is　carried　out　only　by　the　management　side，
we　need　to　suspect　the　enhancing　labour　strength．　No．21　is　carried　by　ollly　the　management
side，　and　we　can　see　the　possibihty　of　that　from　this　case．　in　this　case，　the　management　side
adds“perception　of　time　management”to　the　assessment　system．　No．23　is　trying　to　make　a
merit－based　pay　system　seek　through．　That　trial　airns　to　enhance　their　workers’productivity．
Those　two　cases　are　carried　by　only　management　side，　therefore，　we　need　to　suspect
those　efforts　are　carried　for　the　restructUring．　On　the　o廿1er　hand，　we　can　see　the　labour
union’s　regulation　at　the　shop一且oor　level　from　case　N6．6．　Although　No．6’s　labour　union　has
cooperated　with　management，　that　labour　union　has　been　seriously　checkmg　unpaid　overtime
and　enhancing　labour　strength　during　the　work　time　reduction　practice．
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　　　　　　We　can　see　from　the　above　the　importance　of　the　role　of　the　labour　union，　and
of　correcting　HRM　practice　during　the　working　time　reduction．　During　the　working　time
reduction，　the　management　side　tends　to　increase　the　labour　productivity　through　labour
fleXibility．　Therefore，　labour　union　regulations　are　important　not　just　for　restructuring　but　to
achieve　correct　workmg　time　reduction．
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Fig：3・1　Efforts　for　the　working　time　reduction　and　HRM　practice
　　　　Note：‘M’means　Management　side，‘工”means　Labour　side．
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4．Conclusion
　　　　　　　This　paper　focuses　on　the　problem　of　long　workillg　hours　in　Japan　and　seeks　how　to
reduce　work血g　hours　by　considering　23　workmg　tirne　reduction　cases．
　　　　　　　S血ce　the　1990s，　under　a　pohcy　of　neo－liberahsm　Japanese　HRM　has　tried　to　expand
labour且exibihty，　although　it　had　already　had　Iabour　flexib皿ty．　That　has　caused　some　serious
labo肛problems，　such　as　the　problem　of　long　workmg　hours．　As　we　conft　L　Japanese　non－
schedUled　working　hours　began　increas血g　after止e　1｛糖，　especially，　the　hours　of　regular　workers
and　white　collar　workers　T∞much　work　has　been　the　main　factor　causing　that　problem．
　　　　　　　To　seek　how　to　reduce　workmg　hours，　we　focus　on　HRM　practices　in　workplaces，
considering　23　working　time　reduction　cases．　From　those　cases，　we　can　see　the
characteristics　of　the　efforts　made　to　reduce　working　time．　First，　is　the　importance　of
regu正ation　by　the　labour　union　at　the　shop一且oor　level，　and　second　is　the　need　to　rethink
HRM　practices．　By　using　a　working　time　and　HRM　practice　formula　we　can　find　the　best
direction　for　future　working　time　reduction，　as　below．
Working　time　and　HRM　practice
Amount　of　Tasks（↓）
Workmg　Hours（↓）＝
Ski11　level（↑）×Number　of　Employees（↑）×Labour　Strength（→）
　　　　　　　For　working　time　reduction，　amounts　of　task　should　be　reduced　by　removing　the
useless　business，　sk丑l　level　should　be　increased，　the　number　of　employees　shoUld　be　increased
depending　on　the　work　situation，　and　increasing　the　labour　strength　should　be　avoided。
Moreover，　we　can　recognize血e　import㎝ce　of出e　labour血on’s　regulations　du血g　wor㎞g
time　reduction．
　　　　　　　There　is　some　remain　agendas　for　this　research．　Firstly，　we　need　to　analyze　the
relationship　between　long　working　hours　and　labour　flexibility　by　correcting　the　original
data．　That　means　we　need　to　work　on　case　studies　and　gather　more　original　data．　By
working　on　case　studies　from　this　perspective，　we　can丘nd　the　correct　direction　for　working
time　reduction　under　a　policy　of　ne（＞hbera艮sm．
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